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1

Abstract
This project stems from my having taken up a leadership position across two semesters of
Short Film (ARS 425/426), one as a creative director, and the other as an animation/technical
director. In addition to these two creative undertakings, I will compare my experiences with both
films, including the differences in their process, as well as my changing role in the two
productions. Also included will be my work across both these projects (i.e. animation, concept
art, storyboards, pipeline test), in order to demonstrate my creative process for both films.
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Introduction
Short Film 425/426 offers animation students an opportunity to take part in the creation
of an animated short film from initial story development to final animation. However, due to the
brief production schedule, the strength of the course lies predominantly in its ability to
familiarize students with the production pipeline of a collaborative animation project in a
relatively low-stakes environment. Consequently, experience will vary depending on a student’s
given role in production. Participants will wear multiple hats to compensate for a small
production team, from animator to sound designer to editor to director. Having taken two
semesters of the course, I will compare my experiences with having leadership positions on two
separate productions, one as creative director, and the other as animation/technical director.
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Course Structure
Anywhere from two to three potential films are chosen from a series of story pitches
created by each student. Those that are selected to move to production are allocated a period of
time for visual development, a process that involves the production of various references that
will inform the final look of the film. In theory, this will ensure consistency and provide a clear
end goal for production. This will often take the form of character reference sheets, which
demonstrate the design, proportion, and color of all characters, and/or a pipeline test, a fully
animated shot that will showcase the final look of the film. Following this initial period of
visual/story development, the crew will begin work on the animation process, applying the
standardized pipeline to all other aspects of production, eventually resulting in a completed film
that can then be compiled by an editor. This class structure largely remains intact across both
productions, but with varying approaches and results depending on the crew’s experience, time,
and ambitions.
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Production
The first film, The Intern, began as a story pitch for my initial semester of Short Film.
Being built from the ground up to be potentially used as a basis for a short, it was essentially
pitched as a series of quick visual gags with the intention of narrowing the scale of the
production to something more manageable for a small crew with very limited time, including
designing easy-to-draw characters constructed from simple shapes. The idea was further
expanded upon in the development process after the short was picked up and given a production
team. Taking on the role of creative director, my involvement extended in small parts to every
aspect of production. In addition to working as an animator and background artist, it was my
responsibility to give final approval on nearly all creative decisions, with the goal being to guide
the project along with a clear creative vision. Animation work was divided into single shots that
would be assigned to each member of production who was willing and able to animate. Each
shot would begin with rough animation (essentially the skeleton of the shot), before moving
along to line art and final color, the latter often being handled by another member of the crew.
Each step would be submitted for approval from both myself and the animation/technical
director. This process was intended to ensure that a level of consistency and quality was
maintained even as different steps in the pipeline were divided amongst crew members with
varying degrees of skill.
The second film, Gottlieb’s Ultimatum, on which I was assigned the role of
animation/technical director, was conceived by the creative director, Vaughn Oeth, as a
significantly more ambitious project. One driven more so by dialogue than by visuals alone,
while at the same time incorporating numerous methods of animation. Although most shots in
the film are to be animated traditionally, that is, being roughed, lined, and colored through Toon
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Boom animation software, several shots incorporate puppets created in photoshop. My initial
role in production was that of a storyboard artist, mapping out several shots as the film’s story
was taking shape. With animation production eventually taking off, my role became that of
animation/technical director, providing regular feedback on any work submitted by our
animators in order to, again, maintain a standard of both quality and consistency. In keeping with
the grander ambitions of the project, the more complicated character designs would further
emphasize the importance of communication and consistency in our production.
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My Experience
My experiences on these two films vary in numerous ways, a result of both my changing
roles/levels of authority, as well as my developing skills as an artist and animator. In both
instances, consistent and effective communication is key to ensuring efficient development of
quality animation. Ideas and instructions must be conveyed clearly to minimize the time spent by
our crew on revising already completed work. Worth noting is the difference between attempting
to convey one’s own vision, and collaborating to bring to life that of another artist. On The
Intern, there was an inherent responsibility for me to be both decisive and communicative. I
believe that I underperformed somewhat in my duties as director during my initial run-through of
the class, as I did not optimally communicate many of my ideas, and relied too heavily on my
crew to offer solutions to various issues when decisiveness on my part could’ve sped along
production. Although the short was completed on time, this was thanks in no small part to a
highly determined and collaborative crew. Had I been in the same position again, I would have
made more of an effort to better organize my production, and minimize the amount of stress put
on other leading members of the crew.
Comparatively, I have been far more satisfied with my efforts as animation director on
this year’s short. Having gained a better understanding of the animation process, as well as what
is required of a short film production, I feel that I have been able to adequately assist in
developing the film according to the director’s vision while maintaining an acceptable standard
of quality for animation. Although authority ultimately rests with the film’s creative director,
there is an obligation on my part to offer clear and comprehensive commentary on the work that
our team produces, while at the same time considering the necessary sacrifices that must be made
to ensure a speedy production pipeline. Although production has progressed somewhat slowly, I
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believe our only true obstacle in this case is our limited schedule, as well as the project’s more
ambitious nature, although this is somewhat mitigated by the presence of a larger crew.
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The Intern
Production Artwork
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Storyboards
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Animation
Final:
https://youtu.be/oAoQilH3CDk

Scene 2 Shot 4:
https://youtu.be/z7LnaOEQX4o
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Gottlieb’s Ultimatum
(Created by Vaughn Oeth)

Storyboards
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Animation
Pipeline Test:
https://youtu.be/zIbuhrbBX6I

Scene 3 Shot 1:
https://youtu.be/99NNpckF9zI

Scene 3 Shot 3:
https://youtu.be/qtJ0aNFt7JE

Scene 4 Shot 3:
https://youtu.be/ElXDjLaRY-g
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Conclusion
Through observation of both productions, the unifying aspects of nearly all creative
endeavors make themselves apparent. With a limited production schedule comes a necessary
balance of quality and speed. Sacrifices will inevitably be made, and the outcome of the project
rests primarily on whether these decisions are made appropriately. These decisions will be made
on various scales and in every moment of production, their effects being continuously felt as the
film progresses. This process begins with deciding the overall length of the film in the
storyboarding stage, and extends even to final animation. It becomes obvious that all facets of
the film are speaking to each other, in a sense. Are the character’s designs simple and easy to
draw? Then the film may get by with a longer runtime, and vice versa. Each decision informs the
next, with each having the potential to snowball into a new dilemma. Ultimately, I feel that both
films have been successful in their own way, as the experiences gained by both myself and my
peers on our first film have laid the groundwork for a more visually impressive and creatively
ambitious film this past semester. In this sense, I believe these projects have been highly
effective at fostering a collaborative environment between students, as well as familiarizing them
with the studio production pipeline

